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The Public Service of Canada is fundamental to the successful functioning of 
our democratic institutions and of our country. It serves Canada ably, and has 
contributed immeasurably to our stable economic and social environment, to our 
achievements as a modern industrial nation, and to our values and identity as a 
people. 


Throughout this century, the Public Service has provided an ever-growing 
number and variety of services to Canadians. Successive Governments have 
worked with the Public Service and valued its professional, loyal and 
non-partisan character. 


Canadians expect their institutions of government to work with and support 
them as they prepare for the challenges of the 21st century. Canadians expect 
their Public Service to be effective and up-to-date, providing them with the 
highest quality of service and staffed and led by Canada’s ablest men and 
women. 


My colleagues and I share the expectations of our fellow citizens, and we 
take responsibility for ensuring that the Public Service will be in a position to 
provide Canadians and successive Governments with the best possible 
professional, loyal and non-partisan service. 


Public Service 2000 is the Government’s initiative to ensure that these 
expectations are satisfied. We believe that the policy for renewal set out in the 
White Paper will equip the Public Service to serve Canada and Canadians into 
the 21st century. 


As Prime Minister of Canada, I hold a custodial responsibility on behalf of 
all Canadians to ensure the continued effectiveness of this great national 
institution. I am proud to be associated with the men and women of the Public 
Service of Canada, and it is with pride that I present to all Canadians the policy 
of the Government for the future of their Public Service. 
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THE PUBLIC SERVICE AND 
THE NEED FOR RENEWAL 


On 12 December 1989, the Prime Minister announced Public Service 
2000, an initiative to renew the Public Service of Canada. The Prime 
Minister explained that the purpose of the initiative was to renew 
and prepare for the 21st century by taking the steps necessary "... to 
foster and encourage a Public Service that is professional, highly 
qualified, non-partisan and imbued with a mission of service to the 
publicza! 


An intensive examination of the administration of the Public 
Service flowed from the Prime Minister’s announcement. The thrust 
has been to create a new consultative and client-oriented culture in 
the Public Service. Highlights of the results of this work are 
described in this synopsis of the White Paper that sets out the 
Government’s policy for the future of the Public Service of Canada. 


The Public Service of Canada 


The Importance of the Public Service to Canadians 


The Public Service is a force for Canada’s national unity. It 1s 
representative of the entire country and is represented in every 
region. It is a powerful integrative national institution that has shown 
Canadians that there is strength to be found in developing the values 
and aspirations that underlie the diversity and cultural riches of this 
enormous country. The Public Service has been the principal vehicle 
for giving real meaning to linguistic equality. Its policies on 
employment equity and the removal of barriers to the advancement 
of women and minority groups reflect the importance that Canadians 
attach to fairness and tolerance. When Canadians look at the Public 
Service they see themselves. 


' "Public Service 2000 ... the policy of the Government of Canada concerning 


the measures necessary to safeguard and promote the efficiency and professionalism 
of the Public Service in order that it may serve Canadians effectively into the 21st 
century." Office of the Prime Minister, 12 December 1989. 


PUBLIC SERVICE 2000 


The Public Service is, therefore, uniquely Canadian. It has evolved 
to reflect our society and culture, and it has developed institutions 
and practices that serve our special needs. Over the years the Public 
Service has developed and matured in step with the emergence of 
Canada as an important member of the world community. Along the 
way, the Public Service has attracted Canada’s ablest. Their dedi- 
cation, particularly those who founded today’s Public Service during 
the 1930s and 1940s, ensured that Canada would have the talent and 
administrative expertise to enable successive Governments to develop 
for Canada the economic and social infrastructure that Canadians 
now take for granted. Canada’s history in this century demonstrates 
the importance of the Public Service in helping to create the 
conditions for a strong economy and a society that works. 


The Public Service is a professional organization performing a 
wider variety of functions than any other organization in the country. 
With two-thirds of its members outside the National Capital Region, 
it serves all Canadians across the land. Most Public Servants are 
highly skilled and motivated; they are also citizens, making an 
important contribution in their own right as members of their 
communities throughout Canada. 


The "Public Service" that serves as the focus for the White Paper 
consists of the departments and agencies that work in direct support 
of Ministers. The particulars of the policies being presented apply 
to this group. Nonetheless, the broad themes of the White Paper, 
particularly those dealing with values, service, innovation and 
deregulation will have wider application across the entire federal 
public. sector. 


How the Public Service is Governed 


The principle of ministerial responsibility governs the Public Service. 
Put simply, this means that "... ministers are elected to decide 
whereas officials are appointed to administer and advise.” The 
recognition of this constitutional responsibility of Ministers, as the 
cornerstone of the accountability of Public Servants, is essential to 
an understanding of how the Public Service is organized and 
regulated. 


> Responsibility in the Constitution. A Submission to the Royal Commission 
on Financial Management and Accountability, August 1977 (Ottawa: the Privy 
Council Office, 1979) pp. 66-67. 
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The Public Service is central to the structure of our democracy. 
It operates under the direction of responsible Ministers. It is managed 
in accordance with standards of probity and_ professionalism 
prescribed by the Treasury Board on behalf of all Ministers. And 
Public Servants are appointed by the Public Service Commission, 
Parliament’s agent responsible for ensuring fairness and guarding 
against political and bureaucratic patronage. 


The Values of the Public Service 
Firmly rooted in a commitment to democratic government, the values 
of Public Servants are simple and unchanging: 

* service to Canada and to Canadians; 

¢ loyalty to the duly elected Government; 

e honesty, integrity and non-partisanship; 

¢ prudence in the use of taxpayers’ money; 

¢ faithfulness to the principles of fairness and impartiality; 

¢ professionalism in carrying out their duties; and 

¢ respect for Ministers, other Parliamentarians, members of the 

public and other members of the Public Service. 

The Public Service reflects the demands of the democratic process. 
It must: 


¢ administer itself with probity and without influence of political 
or bureaucratic patronage; 


¢ be demonstrably fair in the way it employs, provides services 
to, and buys services and goods from Canadians; 


¢ recognize that its members are in a position of public trust that 
must be upheld and safeguarded through the personal integrity 
and accountability of each of its members; and 


¢ like any other enterprise, be efficient and well-managed. 


These requirements are not always compatible. They can be the 
source of difficulties for the Public Service, particularly if broader, 
government-wide objectives get in the way of providing particular 
services to Canadians as efficiently as possible. This is reflected in 
some of the challenges and problems currently facing the Public 
Service. 
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Preparing for 2000 and Beyond 


There are many challenges facing the Public Service. Among the 
more important are intense global economic competition; the 
increasing complexity and inter-connection of issues nationally and 
globally; the demand of the public for more programs and services; 
the impact of the Charter of Rights and Freedoms on the operations 
of government; rapid and widespread social and_ technological 
change; the cumulative effect of more than a decade of expenditure 
restraint and the certainty that it will continue; and a generally low 
level of public confidence in the public sector. 


These challenges call for a Public Service as highly skilled and 
professional as it is today, but one that is much more open in its 
relationships with Canadians and much more flexible in its internal 
procedures. A new consultative, service-oriented culture needs to be 
created. 


A Perspective on Renewal 


- The Public Service has been examined periodically throughout its 
history, usually by Royal Commissions. What is different about 
Public Service 2000 is that it is led from within by those who must 
implement its results. As well, it carries the conviction of Ministers 
and the leadership of the Public Service that a fundamental rethink- 
ing 1s necessary of what the Public Service does and the way it 
does it. 


The long history of reform in the Public Service has a common 
theme: the shifting balance between centralization and control on 
the one hand, and departmental and individual autonomy on the 
other. During the last ten years, other parliamentary regimes have 
moved to simplify the administration of public services: the thrust 
has been to assign personnel management responsibilities to line 
authorities and to hold them accountable for how they perform. 
There have been similar efforts made to simplify the financial and 
administrative regimes and to shift the emphasis from central control 
to decentralization backed up by better and more effective account- 
ability. Change has also occurred in the private sector, where the 
emphasis has been on flatter, more autonomous client-oriented 
organizations. 


The Government believes that it is possible to be both service- 
oriented and to achieve fairness, prudence and probity by relying less 
on rules and regulations and more on the values and renewed 
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personal responsibility and accountability of individual Public 
Servants working collegially. Standards and rules for their observance 
are, of course, important. But a key objective of Public Service 2000 
is to ensure that the only rules are good and necessary rules, and 
that marginal or inefficient ones are abolished. The way to achieve 
this is to have clear, centrally established policies, goals and 
standards, but to delegate their elaboration and implementation to 
those who must do the job. 
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ORGANIZING PUBLIC SERVICE 2000 


Public Service 2000 has sought to involve in some degree every 
member of the Public Service. 


The Prime Minister’s particular interest in Public Service 2000 has 
been supported and complemented by the President of the Treasury 
Board. The initiative has been led by the Clerk of the Privy Council, 
assisted by the Chairman of the Public Service Commission and the 
Secretary of the Treasury Board, and by ten task forces composed 
of some 120 Deputy and Assistant Deputy Ministers and other senior 
officials supported by the Manager of Public Service 2000. The task 
forces consulted widely, particularly with the Public Service unions. 
The Clerk also chaired a non-governmental consultative committee. 


The framework of Public Service 2000 — problem definition, 
values, mission and broad directions for the future — is the result of 
extensive work and thinking over the last decade. During this period, 
many Deputy Miuinisters have launched departmental initiatives to 
improve the way in which they do business. The Clerk of the Privy 
Council has worked on better ways to lead, motivate, structure and 
manage the Public Service. And most of the senior members of the 
Public Service have been directly involved in some capacity. 


The findings and recommendations of the task forces were made 
available to all members of the Public Service, to Public Service 
unions and to the Consultative Committee before the Government 
made decisions about the matters covered in the reports and the 
broader issues at stake in Public Service 2000. 


The policy of the Government presented in the White Paper, and 
summarized here, is based on the results of all this work. The policy 
is a clear endorsement by the Government of the Public Service’s 
own conclusions about the changes necessary for the Public Service 
to satisfy the needs of Canada and Canadians as we prepare to enter 
the 21st century. 
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RENEWING THE PUBLIC SERVICE 


Public Servants, and Canadians generally, need to be clear about the 
purpose of the Public Service and the principles that guide its 
operations. The attempt to capture the essence of a large, complex 
and dynamic organization can never be entirely definitive or final. 
The statement set out below should, however, provide general 
guidance to Public Servants, stimulate them to think about their role 
and serve as the basis for the development of specific mission 
statements for each constituent organization of the Public Service. 


Mission of the Public Service of Canada 


The Public Service of Canada is a national institution that carries out 
its functions within the constitutional framework of responsible 
government by Ministers accountable to the House of Commons. The 
members of the Public Service support and advise Ministers and are 
accountable to them. 

[ The mission of the Public Service of Canada 1s 


| — to serve Canadians by delivering to them the programs of 
| the Government of Canada, and 


— to assist Ministers in devising effective policies and 
programs necessary for the good government of Canada; 


© to do so efficiently, and with due regard for 


— probity and the prudent stewardship of the taxpayers’ 
money, 

— commitment to the quality of services provided to 
Canadians, 

— loyalty and excellence in the support provided to 
Ministers, 


— fairness and non-partisanship in administering the public 
trust, and 


— the equality of Canada’s two official languages; 
¢ through members who are 


— appointed and promoted by a parliamentary agent on the 
basis of merit, 
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io 
' — representative of the public and the regions of Canada, 


— dedicated to serving the national interest, 


— committed to openness and consultation in providing 
services to the people of Canada, 


— professionally managed and developed in accordance with 
the highest ethical standards, 


/ — responsible and accountable for the exercise of the 
authority vested in them, and 


— offered careers within the Public Service that provide 
challenge, satisfaction and recognition. 


The balance of this synopsis of the White Paper sets out the 
changes necessary to modernize one of Canada’s most important 
institutions, one that the country needs if it is to prosper. These are 
not proposals for improved pay and benefits, nor are they just of 
concern to Public Servants; they are addressed to all Canadians in 
the belief that safeguarding the health and vitality of the Public 
Service is in the national interest. 


Service to Canada and Canadians 


Improved_service to Canada and Canadians is the central theme of 
Public Service 2000. This means improving service to Ministers, the 
general public and individual Canadians. 


The provision of services to Canadians in both official languages 
has been a central feature of the relationship between the public and 
the Public Service. Recently Parliament has reaffirmed and deepen- 
ed its commitment to the use of both official languages, particularly 
in the Public Service and its provision of services to the public. This 
essential feature. of -the Public Service; bothsaniithe services. it 
provides and the equal opportunity it affords to all its members, 
remains the cornerstone of its relationship with all Canadians. 


Service 


Service to the public means service both to individual clients and 
to all Canadians in support of the national interest. Services provided 
by the Public Service are the end-product of an intricate system of 
democratic government such that, while highly desirable in itself, 
better service cannot be achieved without far-reaching changes 
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throughout the whole culture of the Public Service. This means 
changes in the way people think about all aspects of the organiza- 
tion, particularly the management system that reaches back from the 
service counter to the floor of the House of Commons. 


The Government wants to create a client-oriented Public 
Service, a major change since the Public Service has not been 
used to regarding Canadians as clients. 


Among the measures set out in the White Paper is the 
requirement for Deputy Ministers to establish clear standards of 
service, and to be accountable both for the reasonableness of 
those standards and for the quality of the service provided to 
the public. They will ensure that information about client 
satisfaction and suggestions for improving service are regularly 
sought both from clients and employees. Simple procedures for 
responding to complaints will be established. 


Consultation and Partnership 


Consultation and partnership are increasingly important aspects of 
service to Canadians. Until recent years the policy-making process 
was essentially internal to government. There has, however, been a 
recent trend toward opening up the policy development_process. 
Citizens expect to be consulted about options that ultimately will 
become decisions affecting their lives. There is also a growing 
realization that government is not the only locus of responsibility for 
solving particular problems and issues. 


Public Servants are seldom clear about how to handle the 
demands for consultation or the sharing of ownership, authority and 
responsibility that comes with partnership. To be fully effective in 
support of Ministers, who cannot know every detail nor be directly 
engaged in every contact with client groups, Public Servants need to 


attitude towards the traditional anonymity of the Public Service. 


Deputies will be accountable for developing consultation 
strategies to ensure that consultative skills are a key criterion in 
hiring staff, in their training and development and in the design 
of program activities. Guidelines will be developed to distinguish 
between consultation on routine matters on the one hand, and 
consultation on new policy initiatives on the other. To this end, 
the Clerk of the Privy Council will provide the necessary 
leadership to the community of Deputy Ministers and work with 
them to develop principles to guide policy consultation. 
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The Regions 


Sixty-seven percent of Public Servants work outside of the National 
Capital Region. As part of the new client-oriented culture, the 
Government wants Public Servants, particularly those in the regions, 
to be more visible and accessible to the public. Hone wis bility, 


As authority is devolved to the regions under Public Service 
2000, Deputies will ensure that positions are reassessed and 
reclassified where appropriate. The Treasury Board will also 
reassess classification standards as they apply to regional and 
headquarters positions. 


To ensure recognition is provided and participation encour- 
aged, Deputies will be accountable for the extent to which they 
involve the regions in decision-making, and for ensuring that 
their regional people have the opportunity to serve in senior 
positions at headquarters and vice versa. 


Better Management of Resources 


Flexibility in the delivery of programs and services can also be 
achieved through reforms of the financial resource management and 
common services systems. Better use of resources can be encouraged 
by giving managers a clearer idea of what programs and services 
cost. Changing the way in which resources are allocated and 
accounted for will provide Public Servants with greater scope for 
initiative. 

The Government has decided to introduce a number of incentives 
to improve economical management of financial resources. In 
particular, it will establish for each program a single operating 
budget to include salary, operating and minor capital funds. As 
a consequence, person-years will no longer be centrally con- 
trolled and allocated. Managers will be able to decide the most 
cost-effective means of getting the job done, using any appropri- 
ate mix of resources. The Government will use operating 
budgets to provide a far more realistic measurement of the 
administrative costs of delivering programs and services, and it 
undertakes to do so without any increase in real costs. 


The Government will adopt a new approach to administrative 
policies and common support services, based on increased choice, 
flexibility and delegation of authority for line managers and em- 
ployees. It will make optional as many common services as 
possible, maintaining mandatory services only where there is an 
overriding reason. 
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Careers in the Public Service 


A Professional Public Service 


The cornerstone of Public Service 2000 is people: empowering 
Public Servants to serve Canada as effectively as possible. Deregu- 
lation means trusting people to use authority. This will require much 
more systematic management and development of Public Servants. 
It means clear accountability for both the use to which they put 
their authority and for the way in which they are managed and 
developed. 


The Government believes that a professional, career Public 
Service, capable of attracting and retaining Canadians of talent, 
commitment and imagination, is essential to Canada’s national 
well-being. 


There is nothing more important to the effectiveness of the Public 
Service than that Ministers of successive Governments have confi- 
dence in the loyalty of Public Servants. Those who advise them on 
policy and programs or who exercise discretionary authority in 
dealing with members of the public must be without partisan 
associations. 


The Government will take whatever measures may be necess- 
ary to maintain the confidence of the public and of successive 
Governments in the professionalism and non-partisanship of the 
Public Service. Provided this essential principle is fully respect- 
ed, the Government will be prepared at the appropriate time to 
consider further the exercise of political rights by particular 
categories of Public Servants. 


Attracting the next generation to join the Public Service is an 
essential duty of today’s Public Servants. Public Service 2000 will 
help by cutting the red tape created by the Public Service’s bureau- 
cratic superstructure and systems, placing much more emphasis on 
individual initiative and offering individuals the developmental 
opportunities to function effectively in a much less _ regulated 
environment. 


Training and Development 


The establishment of the Centre for Management Development has 
sent a signal to Public Servants about the importance of continuous 
personal development throughout the span of a career. Integrating 
developmental assignments, courses and leave with departmental and 
government-wide needs for expertise presents a major challenge for 
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Deputies, the Treasury Board Secretariat, the Public Service Com- 
mission, the Centre for Management Development and the new 
Special Operating Agency for Training. 


The measures described in the White Paper include a commit- 
ment by the Treasury Board to a five-year training and devel- 
opment plan. This plan will be appropriately funded from 
within the Government’s overall existing budget. 


Mandates and Institutions 


The personnel function in the Public Service is shared primarily 
among the Public Service Commission, the Treasury Board, the 
Privy Council Office and line departments. 


To achieve more effective career development, the Govern- 
ment will propose amendments to the Public Service Employment 
Act and the Financial Administration Act to establish clearly 
that: 


¢ the Public Service Commission as Parliament’s agent should 
be responsible for all appointments (i.e., recruitment and 
promotions); and 


¢ the executive should be responsible for deploying the 
human resources thus made available to it by Parliament. 


The Treasury Board will contract with the Public Service Commis- 
sion to avoid duplication of its services, expertise and regional 
resources. 


There will be a clear distinction between an appointment — made 
by the Public Service Commission — and a deployment — made by 
management with the consent of the individual. 


The Government proposes thai in law, deployment become a 
matter between management and the individual, subject to 
Treasury Board policy. This will be reflected in appropriate 
amendments to the Public Service Employment Act. 


Greater mobility will not be achieved at the cost of fairness to 
individuals. Managers will be held accountable for the fairness 
and transparency with which they work with employees to 
match particular assignments with the interests and needs of 
individuals. 


To provide further support to more systematic career development, 
the Government proposes over time to move towards a personnel 
system based on the principle that individuals are appointed to a 
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particular rank in the Service rather than to a particular position. 
The Government is, therefore, proposing to amend the Public 
Service Employment Act to permit appointment either to position 
or to level. The method of appointment in particular groups will 
depend on specific requirements and will be sensitive to the circum- 
stances of each group. 


In order to simplify processes and provide greater career 
opportunities and flexibility in deployments, the Government 
proposes to reduce the number of occupational groups by some 
two-thirds and, as appropriate, the number of levels within these 
groups. 


The principal change affecting occupational groups and 
classifications is to create a single group to be known as the 
"General Services Group -— GEs". This group, numbering in 
excess of 100,000 Public Servants, will comprise most of the groups 
now part of the Administrative Support and Administrative and 
Foreign Service categories. Its creation has two principal advantages: 


¢ it will permit deployment of qualified personnel at the same 
classification level across what are now some dozen different 
groups; and 

¢ it will do away with the barriers that separate support and 
officer groups, thereby permitting promising, qualified support 
staff to advance in their careers and eliminating a structural 
barrier to the advancement of women, who predominate in the 
support groups. 


The Government is committed to reducing the number of 
layers of senior management. This means that for most depart- 
ments the number of senior reporting relationships below the 
Deputy Minister will not exceed three. Three management levels 
are the norm in the private sector, although like the Public Service 
the private sector understands that it is important to have more 
promotional steps than management levels. 


Deployment would, however, be enhanced if the number of levels 
in the Management Category were reduced. Integrating the first two 
levels would create a pool of over 3,000 individuals and eliminate 
a largely artificial barrier between the Senior Managers (SM) and the 
rest of the Management Category. Among the changes described 
in the White Paper, the Government has decided to rename the 
Management Category as the "Executive Group" and to in- 
tegrate the SMs with the existing EX-OlIs. 
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Making Career Development Work 


Deputies will develop suitable mechanisms within their depart- 
ments to ensure that individuals are able to manage their 
careers and receive appropriate development. For most, this 
means creating departmental offices that will work with the Deputy, 
individuals and central agencies to plan deployments that meet both 
government-wide and departmental needs as well as the career 
aspirations of the individual. 


To enhance the ideal of a Public Service-wide career, Deputies 
will be provided with career development policies and deploy- 
ment assistance from central agencies. Deployment assistance will 
apply particularly to middle management and more senior levels, 
where inter-departmental movement becomes increasingly important. 


~The following new and existing mechanisms will provide active 
support to Deputies in promoting career development and training 
and development opportunities. 


¢ A Human Resources Development Council is being estab- 
lished to work with Deputy Ministers to develop policies 
and programs to ensure the effective management and 
development of people. 


¢ The existing Senior Personnel Advisory Committee will 
consider individual cases involving both appointments and 
deployments and advise on staffing policies. 


¢ A new branch for Human Resources Development is being 
established in the Treasury Board Secretariat to support 
the Human Resources Development Council. 


¢ The Staffing Branch of the Public Service Commission is 
being re-constituted as the Staffing and Career Develop- 
ment Branch. 


These measures will help to clarify the appropriate and practical 
division of responsibility between the functions of the Public Service 
Commission as Parliament’s agent in safeguarding and protecting 
merit in appointment, and those of the executive in managing the 
people made available by the Commission in order to support the 
development and delivery of the policies, programs and services of 
the Government of Canada. 


A More People-Oriented Public Service 


The members of the Public Service are its most important asset. 
They are not simply resources, they are people, individuals with 
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careers, families and aspirations. In recent years a good deal of 
progress has been made in recognizing their importance as individ- 
uals. To bring the Public Service up-to-date and make it a more 
attractive place to work, the Government intends to introduce the 
changes described below. 


Relations with Public Service Unions 


The Government recognizes that its relationship as employer with 
the Public Service unions can be improved. It notes that staff 
relations processes are sometimes hampered by overly rigid and 
inflexible rules and procedures, and the 23-year-old Public Service 
Staff Relations Act appears today to be too prescriptive and rigid. 
Consistent with its approach to Public Service renewal in other 
areas, the Government believes that the elimination, or modification, 
of a number of constraints is desirable to permit the parties to work 
out their differences in a constructive manner. It will propose the 
legislative amendments set out in the White Paper after the 
pending round of collective bargaining is completed. 


Women and Minority Groups 


The Public Service of the 1990s and beyond will recruit and develop 
the best available talent, and to do so it must create a working 
environment that attracts and retains women and members of 
minority groups (including native people, persons with disabilities 
and visible minorities). 


Under-representation, particularly at professional and management 
levels (men make up 85 percent of the Management Category) is a 
management problem. It is a matter of changing attitudes, motivating 
managers to pursue the objectives of employment equity and 
changing management practices. Managers must also realize that as 
the job market becomes tighter towards the end of the 1990s there 
will be strong competition for qualified members of these groups.” 


*"The public service manager of the 1990s will need to deal with this 
emerging labour force in the face of predicted shortages of skilled workers in key 
areas and a labour force that is growing much more slowly than in the past 20 
years. In this context, the identification and elimination of barriers to women in the 
work force becomes a critical management issue, crucial to the manager’s own 
advancement." Beneath the Veneer: Report of the Task Force on Barriers to 
Women in the Public Service (Ottawa: Department of Supply and Services, 1990) 
Voki, Due 
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To provide these groups with a fairer opportunity for ad- 
vancement, the Government has accepted the recommendation of 
the Report on Barriers to Women in the Public Service and 
proposes to repeal the provision in section 2 of the Public 
Service Employment Act that allows members of the Armed 
Forces, the Royal Canadian Mounted Police and the Canadian 
Security Intelligence Service to compete in competitions open 
only to members of the Public Service. 


The new classification system combined with improved training 
and development for women will help, over time, to eliminate the 
"pink collar ghetto". Greater flexibility in personnel deployment will 
allow managers to assign women and members of minority groups 
to jobs that will broaden their experience and qualify them for 
greater responsibilities. 


Other measures, as described in the White Paper, will be 
taken to make part-time employment more practical, to provide 
explicit authority to permit recruitment and promotion to 
redress imbalances, and to give better access to developmental 
programs. 


Managing Sensibly 


A streamlined personnel regime which includes less appointment and 
promotion activity and fewer classification and related actions will 
make it easier and less costly to deliver policy and programs and to 
provide full and timely service to the public. 


These changes should result in a less mechanical, more people- 
oriented administration. Rules will be designed and applied in more 
constructive ways to support the needs of employees and _ the 
organization. Managers and their staff will feel much less controlled 
by processes that pay more attention to conformity than to the needs 
of particular individuals and situations. 


Making all of this work will require leadership from Deputies 
and all managers. They will have to spend more time managing and 
less time responding to rules. Greater capacity to respond effectively 
and in a timely way to the needs of the organization and its em- 
ployees will lead to better service to the public and to Ministers. 


Recruitment and Separation 


Recruitment involves balancing the interests of employees in devel- 
oping a career in the Public Service with the operational needs of 
departments for specific expertise which from time to time may 
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require attracting talent from outside. Recruitment will continue to 
be flexible, making use of full-time and part-time indeterminate, 
term and casual employment. 


The selection process at the entry level for part-time and term 
employees will be strengthened to ensure that such persons can meet 
the long-term needs of the Public Service. Once qualified by the 
Public Service Commission, these persons will be eligible for 
internal competitions and for the classes of benefits available to 
indeterminate employees. Casual employees will not be permitted 
these advantages, but they may be hired expeditiously to meet 
managerial requirements without having to conform to the normal 
standards for recruitment. To achieve this objective, the Govern- 
ment proposes to introduce an amendment to the Public Service 
Employment Act to permit departments to recruit casual 
employees. 


Deputies must lead in showing their senior managers that they 
cannot tolerate sub-standard performance. To do so demoralizes 
fellow workers, and failure to act leads to unfair burdens on high 
performers. Legislative amendments will be proposed to stream- 
line and consolidate release for incompetence, incapacity or 
unsatisfactory performance. Other measures will be taken to 
provide for agreed settlements and assistance in finding employ- 
ment outside the Public Service. 


Terms and Conditions of Employment 


The Government believes that benefits and conditions of employment 
could be made more flexible and attractive to Public Servants 
without incurring extra costs. It has decided to introduce the 
principle of flexible benefits, as described in the White Paper. 


As an incentive to high performance, the Government pro- 
poses to phase out performance pay and replace it with perfor- 
mance rewards, which will be given at the discretion of Dep- 
uties. For unionized members of the Public Service, such a major 
departure would not be introduced without the agreement of the 
unions. The Government proposes, therefore, at this time to 
introduce this concept for the Executive Group and for other 
employees currently eligible for performance pay. 
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Accountability: Making Public Service 2000 
Work For Canadians 


The program of renewal set out in the White Paper is designed to 
give Canadians a Public Service capable of meeting their needs into 
the 2lst century. To achieve this objective the Government is 
proposing to place a good deal more discretionary authority in the 
hands of individual Public Servants. As Public Service 2000 simpli- 
fies the Public Service’s administration, and as more and more 
emphasis is placed on a results-oriented and client-sensitive 
culture, the importance of effective accountability based on 
shared values is going to become correspondingly greater. 


Accountability in the Public Service 


Accountability in the Public Service has been elusive because the 
complex nature of policy and many program activities, coupled with 
the requirements of centrally prescribed financial, personnel and 
administrative systems, have made it difficult to set clear perform- 
ance objectives. Public Service 2000 will help to change this by 
simplifying central standards, giving managers more authority to get 
the job done and making a strong commitment to the career devel- 
opment necessary to support the exercise of greater personal 
authority. 


Each manager will be expected to have an agreed statement of 
anticipated results and performance standards. This applies at each — 
management level beginning with the Deputy. Accountability 
depends on being clear about results, clear about the standards to 
be observed and having clear and easily understood data as the basis 
for judgments about performance. Mechanical accountability based 
on simplistic, quantified objectives is not what is needed. Funda- 
mental to effective accountability is the exercise of judgment. 


Each level of management will be accountable for results 
achieved, for the career development of subordinates including 
their training and development, and for the probity and econ- 
omy with which financial and administrative resources have 
been used. 


Deputy Ministers 


Effective accountability for the Public Service as a whole very 
largely depends on effective accountability for Deputy Ministers. 
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In shifting more authority to Deputies, Public Service 2000 will 
set the stage for a more results-oriented accountability. This will 
require that judgments about performance in specific areas such as 
career development and resource management be integrated and 
reviewed in the light of the overall results achieved in support of 
the Minister, the services and programs of the department, and the 
Government’s objectives. 


The results achieved by the Deputy are assessed by the Minister, 
the Prime Minister and the Clerk of the Privy Council advised by 
the Committee of Senior Officials. In advising on the performance 
of Deputies, the Committee will consider criteria that fall into 
the basic categories of management skills in government, includ- 
ing support to the Minister, leadership, values, service, career 
development within the department, standards of probity, 
delegation and trust, support for the overall objectives of the 
Government, and effective accountability within the department. 


The Head of the Public Service 


The Clerk of the Privy Council and Secretary to the Cabinet is the 
Prime Minister’s chief non-political adviser. The Clerk assists the 
Prime Minister in creating the conditions in which collective minis- 
terial government is able to flourish. The Clerk advises the Prime 
Minister on the mandates of Ministers, priorities and the manage- 
ment of key files, the organization of the Cabinet and the appoint- 
ment of senior officials, particularly Deputy Ministers and heads of 
agencies. These are the instruments that the Prime Minister uses to 
keep the Government united and on course. As Secretary to the 
Cabinet, the Clerk is, in addition, the confidential adviser of Minis- 
ters collectively. The Clerk is also responsible to the Prime Minister 
for the overall effectiveness of the Public Service’s support to the 
Ministry. And it is the Clerk’s duty to ensure the smooth transition 
of government from one administration to the next. 


For these reasons, the Clerk of the Privy Council traditionally has 
been regarded as the Head of the Public Service. As the senior 
Deputy Minister, the Clerk combines responsibility both for the 
overall performance of the Public Service and for its effective 
management and administration. As Head of the Public Service, the 
Clerk is in the position to assess its needs, answer for its perform- 
ance as an institution and provide the sort of visible leadership that 
is essential in any modern organization where morale and individual 
commitment are the keys to having and keeping a motivated work 
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force. The Clerk’s close involvement in Public Service 2000 very 
much reflects this leadership role. 


Given the fundamental importance of leadership and 
accountability in the Public Service, and to provide a more 
visible focus for renewal, the Government proposes to amend 
section 40 of the Public Service Employment Act to provide for 
the statutory appointment of the Clerk of the Privy Council and 
Secretary to the Cabinet as Head of the Public Service. 


Implementation 


The implementation of Public Service 2000 rests with the Prime 
Minister and the President of the Treasury Board supported by the 
Head of the Public Service, the Committee of Senior Officials, the 
Human Resources Development Council, the Public Service Commis- 
sion and Deputy Ministers. But making it work rests with each 
Public Servant. 


Deputy Ministers will continue to receive enhanced delegations 
of authority. The Privy Council Office will be required to 
ensure that the Prime Minister and the Head of the Public 
Service are effectively supported in supervising the implementa- 
tion of the policies and measures necessary to renew the Public 
Service. As Head of the Public Service, the Clerk of the Privy 
Council will be required to establish means for supporting the 
accountability system described earlier. The Head of the Public 
Service will be required to report annually to the Prime Minis- 
ter on the state of the Public Service in general, and for the 
next five years on the implementation of Public Service 2000 in 
particular. The Prime Minister will table that report in Parlia- 
ment as provided for in the proposed amendment to section 40 
of the Public Service Employment Act. 


The Treasury Board Secretariat will be required to implement 
its role in developing policy and advising Deputies on career 
development with a renewed commitment to working with 
Deputies flexibly and imaginatively. The Public Service Commis- 
sion will concentrate on recruitment and promotions. It will 
continue to play the crucial role of ensuring the competence, 
political neutrality and fairness of the Public Service. 


The Public Service unions have a central role to play in imple- 
mentation. The Government notes that in setting out its policy 
for the renewal of the Public Service, it has decided to delay 
introduction of legislation to allow further consultations, in 
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particular with the unions. The willingness of the Public Service 
unions to be creative in trying new approaches will be important. In 
helping to make the Public Service more client-oriented, and in 
helping Public Servants to benefit from better development and a 
more flexible employment regime, both the Public Service unions 
and the Government will have an opportunity to demonstrate to 
Public Servants and the public that their first priority 1s to ensure 
that the public is served by a professional, well-run Public Service 
that puts people first. 
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IV 
THE PUBLIC SERVICE IN 2000 


The measures for renewal set out in the White Paper, if successfully 
implemented, will result in a very different Public Service over the 
next ten years. It will be different not because its values will have 
changed, but because Public Servants will find themselves operating 
in a much more flexible and service-oriented way. The public will 
find that service has improved because the traditional preoccupation 
with rules and process has been replaced by an institutional culture 
and philosophy of management that puts clients and results first. 
Ministers will be better supported because Public Servants will have 
greater self-confidence and be more innovative, and they will be 
better informed about public needs and attitudes. 


The Government has no doubt that there must be greater freedom 
to innovate and make the best possible use of scarce resources. If 
there is not, the Public Service will become stale and stultified and 
Jose its best people to a more dynamic private sector, and it will not 
be capable of serving Canada and Canadians effectively. 


The renewal of the Public Service will not be achieved simply 
through legislative and administrative action. It requires fundamental 
changes in attitudes by Public Servants, by Ministers, by Parliamen- 
tarians and ultimately by the public. 


The Public Service is a sound institution that has served Canada 
well. But it needs fundamental renewal if it is to continue to serve 
Canada effectively into the 2lst century. The reforms proposed 
should help Public Servants to move with the times, be fully 
responsive to the rapidly changing needs of Canada and Canadians, 
and to be recognized for their personal worth. They should help the 
Public Service to attract the best talent the country has to offer. 


These changes are necessary now if Canada is to continue to be 
well served by its Public Service in the decades to come. 
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